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INTRODUCTION 


On  November  18,  1985,  Governor  Ted  Schwinden  appointed  the 
Council  on  Reorganization  of  Youth  Services.  The  Council  was 
charged  with  "recommending  ways  to  reorganize  and  improve  the 
delivery  of  services  to  Montana's  problem  youth".  Council 
membership  is  spread  across  Montana  with  child  and  youth  services 
systems  and  the  general  public  represented. 

The  Council  on  Reorganization  of  Youth  Services,  also  known  as 
the  Youth  Services  Study  Council,  held  its  introductory  meeting 
on  December  6,  1985  in  Helena.  Subsequent  Council  meetings  were 
held  on: 

January  23  and  24,  1986  in  Billings 

March  18  and  19,  1986  in  Helena 

April  24  and  25,  1986  in  Helena 

May  29  and  30,  1986  in  Missoula 

July  17  and  18,  1986  in  Great  Falls 

August  12  and  13,  1986  in  Helena 

September  11  and  12,  1986  in  Helena 

The  Council  also  visited  the  following  facilities  and  programs, 
visiting  with  administrators,  managers,  and  staff  in  each: 

Montana  Youth  Treatment  Center 

Pine  Hills  School  for  Boys 

Mountain  View  School  for  Girls 

Intermountain  Deaconess  Home 

Missoula  Youth  Homes 


Many  of  the  Council  members  had  appointments  and  discussions 
with  local  child  protective  service  workers,  probation  officers, 
mental  health  workers,  judges,  and  others  throughout  their  task. 
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II.   HISTORICAL  CONTEXT 


Government  involvement  in  youth  services  in  Montana  began  in 
the  early  part  of  this  century  with  the  women's  suffrage  movement 
and  related  social  reforms.  The  basic  services  structure  which 
allowed  abandoned,  deaf,  dumb,  and  delinguent  children  to  be 
protected  along  with  mistreated  animals  continued  until  the 
1940 's.  At  that  time,  there  were  minor  reforms  which  created  the 
function  of  juvenile  probation  within  the  district  courts.  More 
clearly  defined  laws  regarding  abused  and  neglected  children 
followed. 

The  next  great  social  reform  movement  was  spawned  by  the  War 
on  Poverty  in  the  60 's.  Massive  federal  programs  provided  the 
impetus  for  tremendous  growth  in  the  size  and  responsibilities  of 
government  for  social  services.  Montana  used  these  resources  to 
create  a  myriad  of  community  based  services  for  troubled  youth 
which  had  previously  not  existed.  During  this  time,  state 
government  also  assumed  responsibility  for  youth  who  had  pre- 
viously been  ignored,  those  youth  in  need  of  supervision. 

In  the  early  1970 's,  Montana's  group  home  program  was 
established  as  a  result  of  the  pressure  to  reduce  the  population 
of  the  Montana  Children's  Center  in  Twin  Bridges  and  to  respond 
to  the  district  courts  wanting  options  other  than  leaving  a  child 
at  home  or  institutionalizing  him.  The  first  group  homes 
developed  for  children  were  called  district  youth  guidance  homes. 
The  Montana  Children's  Center  was  later  closed.  By  the  mid  70 's, 
the  district  youth  guidance  homes  operated  by  non-profit  corpora- 
tions were  moved  from  start-up  funding  under  Juvenile  Justice 
Prevention  Act  to  regular  appropriation  within  the  Department  of 
Institutions.  One  of  the  major  purposes  of  the  district  youth 
guidance  home  program  was  to  reduce  the  populations  of  the  state 
institutions  for  youth. 

This  period  also  saw  the  adoption  of  the  Montana  Youth  Court 
Act  which  was  the  first  rewrite  of  state  statutes  governing 
troubled  youth  in  over  30  years.  The  Youth  Court  Act  established 
some  of  the  basic  "due  process"  and  civil  rights  procedures  that 
currently  guide  Montana's  district  courts. 

Throughout  the  70 's,  institutional  populations  declined 
while  community  services  expanded.  Within  state  government,  the 
burden  for  supporting  community  services  for  delinquent  youth 
gradually  shifted  from  the  Department  of  Institutions  (D  of  I)  to 
the  Department  of  Social  and  Rehabilitation  Services  ( SRS ) .  Only 
a  few  district  courts  had  any  funds  for  placement  of  youth  in 
their  probation  office  budgets.  As  the  need  for  and  use  of 
community  based  placement  services  by  youth  courts  continued, 
cooperative  agreements  were  developed  between  SRS  and  district 
courts  in  hopes  to  resolve  this  issue.  State  appropriation 
levels  continued  to  cover  these  additional  placements  for  a  few 
years.   Some  believe  that  what  seemed  to  be  adequate   funding  was 


really  caused  by  high  caseload  projections  which  were  never 
attained.  As  the  projections  and  funding  levels  came  closer  to 
reality  and,  in  some  years,  started  falling  below  actual  case-  (^ 
load/expenditure  level,  the  SRS  foster  care  budget  needed 
supplemental  funding.  What  started  as  a  cooperative  agreement 
in  the  early  70 's  had  created  the  situation  where  a  major 
decision-maker  in  the  placement  of  children  and  youth,  the  local 
youth  court,  has  to  order  a  state  department,  SRS,  to  pay  for 
the  placement  of  youth  who  had  not  previously  been  the  responsib- 
ility of  SRS. 

In  the  mid  70 's,  pressure  came  from  juvenile  justice 
advocates  to  remove  children  and  youth  from  adult  jails. 
Short-term  non-secure  "shelter  care"  was  funded  within  the 
Department  of  Institutions  appropriation.  Basic  grants  to 
district  youth  guidance  homes  were  still  being  administered  by  D 
of  I.  The  Aftercare  program  which  is  similar  to  a  parole 
function  and  is  administered  in  D  of  I  had  funding  to  pay  for 
community-based  placement  of  its  "wards".  State  funding  for 
placement  of  youth  continued  in  two  departments. 

As  youth  services  entered  the  decade  of  the  8  0's,  Montana 
saw  a  decline  of  federal  funds  for  the  juvenile  justice  system 
and  an  appreciable  slowing  of  growth  in  resources  for  child 
protective  services  and  the  SRS  foster  care  budget.  This  is 
when  the  services  to  families  provided  by  SRS  social  workers  was 
limited  to  provision  of  services  to  abused  children.  The 
slowing  in  increases  for  foster  care  led  to  a  series  of  cutbacks  ^ 
and  service  limits  resulting  in  an  increased  financial  burden 
falling  on  the  private  non-profit  sector.  Since  parties  respons- 
ible for  youth  services  included  two  separate  departments  and  all 
the  district  courts  with  some  "seed"  money  for  service  develop- 
ment from  the  Board  of  Crime  Control,  gaps  in  services  began  to 
surface.  More  discussions  arose  as  to  which  agency  was  respons- 
ible to  provide  services  and  more  court  orders  were  needed  to 
settle  those  disputes. 

In  1982,  an  interagency  committee  developed  a  proposal  for 
combining  the  administration  and  responsibility  for  community 
based  residential  care  within  a  single  state  agency.  The 
legislation  proposed  to  accomplish  this  consolidation  was 
commonly  referred  to  as  House  Bill  24.  Upon  passage,  it  esta- 
blished SRS  as  the  single  state  agency  to  administer  residential 
services  funding.  The  intent  was  also  to  involve  the  local  youth 
courts  in  the  funding  issues  by  establishing  "paper  budgets"  for 
residential  care  and  treatment  for  each  judicial  district.  Funds 
and  shelter  care  and  district  youth  guidance  home  basic  grants 
which  had  been  appropriated  to  and  administered  by  Department  of 
Institutions  were  appropriated  to  SRS,  creating  a  single  budget 
for  residential  care.  The  actual  use  of  "paper  budgets"  by  SRS 
for  youth  courts  thereby  involving  them  in  the  accountability  for 
placement  funds  did  not  occur. 


The  discovery  of  the  "emotionally  disturbed"  youth  who 
crossed  all  other  definitions  did  occur  in  the  late  70 's  and 
early  80 's.  Some  funding  for  these  youth  had  begun  to  emerge  for 
special  education  purposes  under  P.L.  94-142.  Many  of  those 
children  needing  residential  placements  were  also  being  served  by 
the  youth  courts  or  SRS.  Then  there  was  the  realization  that 
Medicaid  funds  could  be  used  for  eligible  children  receiving 
treatment  in  accredited  facilities.  Many  different  sources  of 
funds  were  used  creatively  to  provide  needed  services  to  the 
emotionally  disturbed  children. 

As  the  need  for  services  to  the  emotionally  disturbed 
children  exploded,  so  did  the  reporting  and  substantiation  of 
serious  physical,  emotional,  and  sexual  abuse  of  children  in  the 
state.  Sexual  abuse  became  the  prevalent  issue  in  services  to 
children.  The  manpower  requirements  for  investigation  and 
treatment  of  these  cases  are  about  double  that  needed  for  the 
typical  protective  services  case.  For  example,  in  1981  Lewis  and 
Clark  county  received  sexual  abuse  reports  on  about  30  children 
during  the  year;  in  1985,  they  received  30  sexual  abuse  reports 
every  two  months—six  times  more  than  four  years  previous.  A 
dramatic  increase  in  juvenile  sex  offenders  also  occurred. 
These  kinds  of  victims  and  offenders  require  different  methods 
of  treatment  than  were  available  and  the  length  of  treatment  is 
much  longer.  Currently,  Pine  Hills  School  which  has  an  average 
length  of  stay  of  8  to  9  months  has  approx.  30  sex  offenders 
whose  length  of  stay  for  treatment  will  average  at  least  two 
years.  The  need  for  services  for  all  kinds  of  victims  and 
offenders  are  skyrocketing  while  the  responsibility  for  providing 
those  services  become  more  fragmented  as  agencies  narrowed 
definitions  of  clients  to  be  served  by  their  limited  resources. 

So  here  we  are  today,  in  1986,  recommending  methods  to  solve 
the  fragmentation  and  gaps  in  services  by  offering  more  energetic 
changes  in  Montana's  "non-system"  for  youth  services. 
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III.   PURPOSE  AND  SCOPE 


The  purpose  and  scope  of  the  Council's  study,  this  report, 
and  the  recommendations  come  from  two  sources:  the  Governor's 
executive  order  and  the  deliberations  of  the  Council  in  being 
more  specific  in  definition. 

A.    Purpose  and  Scope  as  Defined  in  Executive  Order  No. 13-85: 

"The  Council  is  charged  with  recommending  ways  to  reorganize 
and  improve  the  delivery  of  services  to  Montana's  problem  youth. 
Specifically,  the  Council  shall  recommend  a  reorganization  on 
Montana's  youth  services  that  addresses  the  following: 

a.  A  structure  which  will  encourage  the  resources  in  the 
system  to  be  available  for  youth  services  at  the  most 
cost  effective  and  appropriate  level. 

b.  A  service  organization  that  fixes  authority  and 
responsibility  with  one  agency  for  the  care  and 
treatment  of  young  people  who  become  the  responsibil- 
ity of  government. 

c.  A  structure  which  will  link  existing  services  for  youth 
who  are  abused,  neglected,  abandoned,  emotionally 
disturbed,  chemically  dependent,  delinguent,  and  in 
need  of  supervision. 

d.  A  service  delivery  system  that  assures  planning, 
development,  maintenance,  and  evaluation  of  a  continuum 
of  services  incorporating  the  most  effective  and  least 
restrictive  method  of  care  and  treatment. 

e.  A  structure  that  will  maximize  the  effect  of  existing 
state  funds  leveraging  federal,  local,  and  private 
funding  sources,  and 

f.  A  system  that  will  assist  and  involve  communities  in 
being  responsible  for  and  responsive  to  their  own 
youth. 

In  conjunction  with  the  recommendation  for  reorganization  of 
Montana's  youth  services,  the  Council  is  also  charged  with: 

a.  Recommending  changes  in  statute  and  policy  which 
encourage  flexibility  and  creativity  in  the  use  of 
resources  for  individual  treatment  plans, 

b.  Recommending  policy  and  statute  changes  which  respond 
to  the  priorities  and  concerns  of  Montana  communities, 
and 
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Referring   those    juvenile    justice   issues   needing 
consideration  but   outside  the   purview  of  this  Council   ^ 
to  the  Youth  Justice  Council  for  further  study." 


B.    Scope  as  Defined  by  the  Council   on  Reorganization  of  Youth 
Services: 

After  much  discussion  on  all  the  possibilities  for  recom- 
mending improvement  of  the  youth  services  system,  the  Council 
found  that  it  had  to  set  aside  the  continuing  reguests  for 
expansion  of  services  and  types  of  children  in  need.  The 
Council  reminded  itself  of  the  charge  to  better  organize  the 
current  services  and  agencies.  The  scope  of  the  study  was 
defined  by  the  Council  by  categories  of  children  and  youth  and  by 
services  to  be  provided. 

1)  The  categories  of  children  and  youth  encompassed  in 
this  study  and  proposal  are: 

*  youth  in  need  of  care:  referrals  &  adjudications 

*  youth  in  need  of  supervision:  referrals  &  adjudications 

*  delinguent  youth:  referrals  &  adjudications 
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*  emotionally  disturbed  youth  as  currently  served  by 
mental  health  centers  (MHC)  and  Montana  Youth  Treatment 
Center  (MYTC) 

*  alcohol  and  drug  dependent  as  currently  served  through 
ADA  funded  programs  and  SRS  special  appropriation  for 
indigent  youth  in  need  of  alcohol/drug  services 

The  Council's  intent  is  to  include  those  children  and  youth 
who  are  currently  the  responsibility  of  SRS  child  protective 
services,  youth  court  services,  state  youth  institutions, 
aftercare  counselors,  and  through  mental  health  and  alcohol/drug 
dependency  funding.  There  was  consensus  to  avoid  expansion  of 
the  current  types  of  children  and  youth  to  be  served  by  any  new 
recommended  structure  for  youth  services.  There  was  also 
consensus  that  current  services  are  underfunded  and  inadeguate 
in  scope. 

2)  The  services  to  be  included  in  the  study  and  recommend- 
ations are  those  which  are  currently  being  provided  to  those 
children  and  youth  listed  above  and  provided  by  SRS  child 
protective  services,  Department  of  Institutions'  youth  institu- 
tions, group  homes  for  youth,  and  aftercare  program,  youth  court 
services,  and  mental  health  and  alcohol/drug  dependency  funding, 
these  include:  ♦ 


intake 

investigation 
case  management 
supervision 


as 
provided 
by: 


out-of-home  placements: 

shelter  care,  foster 
residential  treatment, 
Program 


child  protective  services 
youth  court  services 
aftercare  services 


family  care,   group  care, 
and   the  Youth  Evaluation 


institutional  services: 

Mountain   View   School,   Pine   Hills 
Montana  Youth  Treatment  Center 


School,   and 


other  contracted  services: 

alcohol/drug,  mental   health,  evaluations,  in-home 
services 

day  care 

adoption 

licensure  of  foster  homes,  group  homes,  child  care 
agencies,  child  placing  agencies,  day  care  homes 
and  centers 

prevention  services  and  those  activities  funded 
through  as  in  child  abuse  grants  and  the  Child- 
ren's Trust  Fund 


(Juvenile  detention  was  referred  to  the  Youth  Justice 
Council  for  resolution.  The  relationship  of  these  services  to 
OPI  services  for  emotionally  disturbed  youth  is  also  a  difficult 
issue. 
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the  Mental  Health  Association,  Montana  Council  of  Mental  Health 
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RECOMMENDATIONS 


This  is  a  summary  of  the  recommendations  from  the  Council 
for  Reorganization  of  Youth  Services  to  the  Governor.  The 
narrative  which  puts  these  recommendations  in  context  can  be 
found  in  Section  VI  of  this  report. 


A.    ATTRIBUTES: 

That  the  new  structure  for  youth  services  have  the  following 
attributes  to  be  most  effective: 

a.  decisions  on  service  delivery  and  service  availability 
should  be  closer  to  the  local  level 

b.  funding  decisions  should  be  more  closely  linked  to 
case  decisions 

c.  intake,  or  entry  into  the  youth  services  system,  should 
be  centralized  at  the  local  level 

d.  responsibility  and  authority  for  youth  services  should 
be  in  a  single  agency 

e.  youth  who  are  public  responsibility  should  have  equal 
access  to  services  regardless  of  legal  label 

f.  there  should  be  a  single  focal  point  for  accountability 
and  advocacy  for  youth  services 

g.  current  sources  and  funding  amounts  should  continue 
with  any  growth  being  the  responsibility  of  the  state 

h.  the  dispositional  authority  of  the  youth  court  must  be 
balanced  with  the  agency  responsible  for  funding 
dispositional  services 

i.  children  and  youth  services  should  be  delivered  from 
the  same  agency  that  deals  with  other  family  services 

These  attributes  or  tenants  must  be  foremost  in  all  develop- 
ment and  implementation  activities  undertaken  in  this  consolida- 
tion effort. 
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B.    SCOPE  OF  RECOMMENDATIONS: 
1.    CLIENTS: 

That  the  following  youth  are  included  in  the  scope  of  the 
reorganization  plan: 

a.  youth  in  need  of  care;  referrals  and  adjudications 

b.  youth  in  need  of  supervision;  referrals  &  adjudications 

c.  delinquent  youth;  referrals  and  adjudications 

d.  emotionally  disturbed  youth  as  currently  served  by 
Mental  Health  Centers  and  the  Montana  Youth  Treatment 
Center  (there  are  other  service  providers  for  emotion- 
ally disturbed  youth) 

e.  alcohol  and  drug  dependent  youth  as  currently  served 
by  ADAD  funded  programs  and  SRS  special  appropriations 
for  indigent  youth  in  need  of  alcohol/drug  services  or 
any  state  and  federal  funds  which  might  become  avail- 
able for  these  services. 

(This  recommendation  does  not  expand  the  current  responsi- 
bility of  the  government  to  serve  to  children  and  youth.  The 
Council  did,  however,  request  the  study  and  legislative  proposals 
to  address  the  needs  of  unserved  and  underserved  emotionally 
disturbed  children. ) 


2.    SERVICES: 

That  all  the  services  currently  provided  through  child 
protective  services,  youth  court/probation  services,  aftercare 
services,  youth  institutions,  aftercare  group  homes,  and  the 
youth  evaluation  program  be  administered  by  a  single  agency. 
Those  services  include  these  functions  for  the  client  groups  in 
Section  B  above: 

a.  intake,  investigation,  case  management,  and  client 
supervision 

b.  out-of-home  placements  (foster  care,  group  care, 
foster  family  care,  shelter  care,  residential  treat- 
ment) 

c.  institutional  services  at  Mountain  View,  Pine  Hills, 
Montana  Youth  Treatment  Center,  and  the  Youth  Evalua- 
tion Program 
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d.  other  contracted  services  such  as  evaluations,  in-home 
services,  counseling,  etc. 

e.  current  contracting  for  services  to  youth  from  state 
and  federal  mental  health  and  alcohol/drug  funding 
would  not  be  separated  out  of  the  current  contracting 
procedures,  but  would  be  influenced  by  the  single 
youth  services  agency 

f.  day  care 

g.  adoption 

h.  licensure  of  foster  homes,  group  homes,  child  care 
facilities,  residential  treatment,  public  institutions, 
day  care  homes  and  centers 

i.  prevention  services  such  as  Big  Brothers/Sisters  and 
activities  funded  through  child  abuse  grants  and  the 
Children's  Trust  Fund 

j .  That  the  aftercare  function  be  combined  with  the  youth/ 
court  probation  function. 


ORGANIZATIONAL  STRUCTURE: 


1 .    DEPARTMENT : 

a.  That  the  new  Youth  Services  Agency  be  a  new  department 
which  consolidates  all  the  services  and  clients  mentioned  above. 
This  reguires  the  consolidation  of  the  youth  institutional 
programs,  the  child  protective  services  program,  the  aftercare 
program,  and  the  youth  court  probation  services. 

b.  The  Council  is  also  recommending  that  the  adult 
protective  services  program  and  the  aging  services  program  not  be 
separated  from  child  protective  services  for  two  reasons:  1)  to 
retain  the  current  protective  services  staff  who  serve  both 
children  and  adults  in  many  rural  communities,  and  2)  to  retain 
family  related  services  within  the  same  department. 


2.    STATE  FUNCTIONS: 

That  the   critical   functions   that  reguire  state   level 
authority  would  include: 

a.    standard  setting 

*  licensing  of  placement  options 

*  contracted  services 


*  training 

*  personnel  classification,  qualification,  pay 

*  public  institutions  and  services 

b.  licensure  and  certification 

c.  provision  of  services  in  state  institutions 

d.  program  and  case   consultation   to   local   offices  and 
providers 

e.  planning  assistance  to  the  local  planning  councils 

f.  review  local  service  area  plans 

g.  approve  plans   and   anticipated  expenditure  levels  of 
the  local  service  areas 

h.    training  of  direct  service  staff  and  providers 

i.    quality  control  and  monitoring 

j .    development  of  an   overall   state  youth   services  plan 
and  budget 

k.    research  and  planning 

1.    rate-setting 


INTERAGENCY  AGREEMENT  ON  SERVICES  TO  EMOTIONALLY  DISTURBED:  That 
an  interagency  agreement  between  the  appropriate  agencies  should 
be  developed  to  assure  efficiency  and  avoid  overlap  in  services 
for  the  emotionally  disturbed  provided  by  the  Department  of 
Institutions  through  its  contracts  with  Mental  Health  Centers, 
the  Office  of  Public  Instruction  under  P.L.  94-142,  and  the  new 
youth  services  agency. 


3. 


STATE  PLANNING: 


a.  That  the  new  state  youth  services  department  utilize  the 
Youth  Justice  Council  as  a  state  level  youth  services  planning 
group.  The  Youth  Justice  Council  membership  will  require 
alteration  in  order  to  adequately  represent  the  child  protective 
services,  domestic  violence,  emotionally  disturbed,  and  alcohol/ 
drug  dependent  services. 

b.  That  the  new  Department  develop  a  statewide  services 
and  resource  allocation  plan  that  encompasses  the  local  needs  and 
plans  as  developed  by  the  local  youth  services  councils. 
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4.  LOCAL  FUNCTIONS: 

That  functions  at  the  local  level  would  include: 

*  conducting  central  intake 

*  providing  case  management 

*  purchasing,  authorizing,  or  providing  direct  services 

*  developing   an   annual   service   plan  with   the   local 
planning  council 

*  monitoring  local  providers  and  contracts 

*  licensing  of  day  care  and  foster  family  care 

5.  LOCAL  CENTRALIZED  INTAKE:  That  the  local  level  of  the  new 
Department  for  youth  services  (child  protective  services,  youth 
probation,  and  aftercare)  develop  and  maintain  centralized  intake 
and  an  interdisciplinary  placement  review. 

6.  LOCAL  GEOGRAPHIC  SERVICE  AREAS:  That  the  new  Department  be 
organized  locally  around  judicial  district  boundaries  to  encour- 
age effective,  consistent  relationships  between  the  new  depart- 
ment and  the  district  court.  This  would  also  provide  less 
disruption  of  the  youth  court/probation  staff  around  the  state. 
Those  staffs  could  continue  to  serve  the  same  geographic  areas. 
Although  there  are  20  judicial  districts,  the  realistic  number  of 
local  service  areas  is  between  ten  and  fourteen;  some  service 
areas  will  encompass  more  than  one  judicial  district. 

7.  LOCAL  PLANNING: 

a.  That  the  Director  of  the  new  Department  use  local  youth 
services  planning  boards  within  each  multi-county  service  area  to 
ensure  a  broad  based  community  plan  with  community-based  support 
and  to  develop  a  local  plan  for  children  and  youth  services  for 
their  area. 

b.  That  the  local  youth  services  planning  boards  be 
advisory  in  capacity,  have  about  seven  members,  and  be  appointed 
by  the  Department  (3),  the  county  commissioners  (2),  and  the 
youth  court  (2).  Members  of  the  planning  councils  must  not  be 
employees  of  or  contractors  with  the  Department. 

8.  LOCAL  INPUT: 

a.  That  the  new  Department  adopt  procedures  which  will 
provide  direct   local   input   into  financial  decisions  effecting 
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service  availability  or  priorities.  Use  of  the  local  service 
area  plans  developed  by  the  local  planning  councils  will  be 
considered  by  the  Department  Director. 

b.  There  must  be  a  continued  effort  to  link  this  new 
Department  with  local  government  and  all  local  youth  services  in 
order  to  provide  local  input  to  the  Department's  decision-making 
processes. 

9.  JUDGES'  AUTHORITY: 

That  the  youth  court  judges'  authority  to  commit  a  youth  to 
a  specific  facility  be  as  follows: 

a.  That  the  youth  court  judge  can  commit  a  child  or  youth 
to  the  new  department  for  placement  or  services  with  the  discre- 
tion as  to  the  specific  placement  or  services  left  to  the  new 
Department  staff. 

b.  That,  in  the  case  of  a  delinquent  child  determined  by 
the  youth  court  to  have  committed  a  crime  against  a  person  or  to 
be  a  persistent  felony  property  offender,  the  youth  court  judge 
can  commit  the  delinquent  youth  to  the  new  department  with  the 
stipulation  of  a  secure  placement. 

c.  That  the  new  Department  must  obtain  court  approval  to 
place  a  youth  in  a  secure  placement  unless  the  court  order 
committing  the  youth  to  the  Department  gave  the  Department  that 
authority. 

d.  In  the  case  of  evaluations,  the  youth  court  can  order 
the  youth  to  the  custody  of  the  new  department  for  the  purpose  of 
an  evaluation.  The  place  and  manner  of  conducting  with  the 
location  of  the  evaluation  shall  be  at  the  discretion  of  the  new 
Department.  If  the  Department  determines  that  the  evaluation 
must  be  performed  in  a  secure  setting,  court  approval  is  re- 
quired. 

10.  DEVELOPMENT  OF  EVALUATION  SERVICES:  That  the  intent  of 
recommending  that  the  new  department  have  the  discretion  of  the 
method  and  location  of  evaluations  (recommendation  #  1.3)  is  to 
promote  the  development  of  appropriate  community  evaluation 
services  and  to  appropriately  limit  the  use  of  Mountain  View 
School  and  Pine  Hills  School  for  evaluation  purposes.  See 
Recommendation  #9d  above. 


11.  PERSONNEL:  That  the  incumbent  youth  court  probation 
officers  pay,  benefits,  and  tenure  status  be  taken  into  consider- 
ation when  the  new  Department's  pay  and  classification  system  is 
established. 
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D.    FUNDING/FINANCING: 


1.    BUDGET  CONSOLIDATION:   That  the  new  department  be  funded  by: 

*  SRS/Child  Protective  Services:  federal/state  funding 
for  CPS  state  administration/management,  district 
office   supervision/management,   and  direct  services  as 

well  as  the  child  abuse  grants,  prevention  contracts 
such  as  Big  Brothers/Sisters,  etc. 

*  SRS/Foster  Care:  federal/state  funding  for  foster 
care/residential  treatment 

*  Department  of  Institutions:  state  funding  for  Mountain 
View  School,  Pine  Hills  School,  Youth  Evaluation 
Program,  four  Aftercare  group  homes,  Aftercare  counsel- 
ors, and  administration 

*  County:  the  1986  level  of  county  expenditures  for  SRS 
match  for  CPS  workers,  administration,  travel,  and 
foster  care/residential  treatment  as  well  as  the  1987 
budgeted  level  for  youth  court/probation  services 
(professional  and  management  staff,  support  staff, 
administration,  any  client  benefits,  and  travel;  this 
does  not  include  any  local  funding  for  detention 
services) 

*  Other:  other  funding  in  SRS  Community  Services 
Division  such  as  domestic  violence,  refugee  services, 
and  all  state,  federal,  and  county  funding  for  Adult 
Protective  Services  and  Aging  programs. 

(Adult  protective  services  and  Aging  programs  are 
included  in  the  recommendations  to  avoid  separation  of 
child  and  adult  protective  services.) 


2.    COUNTY  BILLING:    That  the  counties  be  billed  twice  per  year 
for  their  portion  of  the  program  costs. 

See  Narrative  for  discussion  of  a  local  mill  levy. 


3.    COUNTY  AND  STATE  FINANCIAL  RESPONSIBILITY: 

a.  That  counties  have  the  discretion  to  authorize  expendi- 
tures for  children  and  youth  services  locally  above  the  mandatory 
FY1987  budgeted  level. 

(This  will  allow  a  county  to  authorize  expenditures  above 
the  reguired   level  of   their  1987   budget  for  children  and  youth 
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service  in  their  communities  if  so  desired,  i.e.  start-up  funding 
for  a  group  home.) 

b.  That  any  expansion  or  inflation  necessary  for  mandatory 
or  state  required  services  be  born  by  the  state  through  state 
legislative  appropriation. 

(These  two  recommendations  maintain  current  level  of  effort 
without  limiting  the  counties  to  current  level  while  continuing 
to  fund  required  services  from  the  state  level.) 


4.  FLEXIBILITY  OF  FUNDS  BETWEEN  INSTITUTIONS  AND  COMMUNITY 
BASED  PLACEMENT  SERVICES:  That  the  new  Department  be  given  the 
same  type  of  unlimited  authority  to  transfer  funds  between 
institutional  services,  placement  services  (foster  care),  and 
direct  services  as  the  Department  of  Institutions  has  currently. 

(This  will  allow  funds  to  follow  children  and  youth  into 
community  based  facilities  or  institutions  and  allow  flexibility 
within  the  budget  to  alter  the  funding  influence  on  some  place- 
ment practices.) 


5.  MENTAL  HEALTH  FUNDING  PRIORITIES:  That  the  new  Department 
be  required  to  provide  recommendations  to  the  Department  of 
Institutions  on  services  priorities  for  children  and  youth  to  be 
served  under  the  Mental  Health  Center  contracts. 


6.  PARENTS*  ABILITY  TO  PAY:  That  the  district  court  be 
required  by  statute  to  include  in  its  commitment  orders  to  the 
new  Department,  an  order  for  the  parents  to  contribute  a  specific 
amount  based  upon  ability  to  pay  to  the  care  and  treatment  of 
their  child. 

(The  amount  would  be  determined  through  a  procedure  specif- 
ied in  the  administrative  rules  of  the  new  Department.  Both  SRS 
and  Department  of  Institutions  have  procedures  in  place.  The 
court  order  requiring  payment  is  very  helpful  in  collecting. 
This  recommendation  would  allow  the  Department  to  seek  parental 
contributions  for  their  children  placed  in  Pine  Hills  School  and 
Mountain  View  School.) 


E.    OTHER  RECOMMENDATIONS 

1.  TRANSFER  PROCEEDINGS:  That  the  Transfer  Proceedings  Act 
(41-5-206  MCA)  be  reviewed  and  revised  as  it  currently  allows  an 
excessive  amount  of  time  to  pass  before  actual  transfer  of  youth 
to  adult  court  occurs. 
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(Review  and   proposal   could   be   accomplished  by  the  Youth 
Justice  Council  or  the  County  Attorneys  Association. ) 


2.  DEFINITIONS: 

a.  That  immediate  study  of  the  definitions  of  youth  in 
need  of  care,  youth  in  need  of  supervision,  delinquent  youth, 
emotionally  disturbed  youth,  and  the  "youth  in  need  of  services'' 
concept  be  required  of  the  new  department  for  proposed  legisla- 
tion  no  later  than  the  1989  Leqislative  Session. 

b.  That  this  study  include  the  further  coordination  and 
consolidation  of  services  to  emotionally  disturbed  and  alcohol/ 
druq  dependent  children,  specifically  the  federal  requlations  on 
the  ability  of  the  state  to  split  the  administration  of  the 
Mental  Health  Block  Grant. 

c.  That  the  Youth  Justice  Council  also  be  requested  to 
develop  a  leqal  definition  of  emotionally  disturbed  youth  and 
propose  leqislation  which  would  allow  the  new  Department  the 
discretion  to  serve  those  youth  within  the  current  resources. 

3.  DETENTION:  That,  when  the  issue  of  assiqninq  responsibility 
for  juvenile  detention  is  resolved,  authority  for  placement  and 
responsibility  for  payment  must  be  fixed  with  a  sinqle  aqency. 

(This  would  then  be  consistent  with  the  attempts  of  this 
Council  to  keep  responsibility,  authority,  and  funding  within  the 
same  agency;  this  recommendation  does  not  acknowledge  a  prefer- 
ence to  local  or  state  government.) 
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VI 


NARRATIVE 


The  Council  on  Reorganization  of  Youth  Services  is  recom- 
mending a  new  consolidated  Youth  Services  Agency  to  be  created  in 
the  executive  branch  of  state  government.  The  concept  of  a 
single  agency  for  youth  services  is  the  one  issue  that  has  been 
acknowledged  and  generally  accepted  by  all  parties  involved  with 
the  Council.  The  rationale  for  this  is  based  on  the  assumption 
that  a  single  agency  would  improve  the  state  level  decision 
making,  resource  allocation,  and  policy  development  for  all  youth 
services.  With  the  creation  of  a  Youth  Services  Agency,  an 
organizational  framework  can  be  provided  to  accept  the  adminis- 
trative responsibility  for  the  myriad  of  services  now  being 
offered  as  part  of  other  human  service  systems.  By  creating  a 
consolidated  focus  on  all  services  to  youth,  the  state  could 
provide  a  mechanism  for  increasing  the  accountability  of  youth 
services  and  a  better  means  of  evaluating  the  guality  of  services 
to  each  group  of  children. 

In  addition  to  the  possible  impacts  on  quality  of  service 
a  Youth  Services  Agency  might  also  be  more  successful  in  achiev- 
ing a  fully  funded  continuum  of  youth  services.  Greater  visibil- 
ity and  the  efficiency  inherent  in  a  consolidated  budget, 
legislative  package,  and  program  can  provide  better  utilization 
of  resources  to  each  group  of  children  and  youth  than  would 
occur  through  the  efforts  of  competitive  agencies  advocating 
their  own  budget  needs. 


A.    ATTRIBUTES: 

The  Council  is  recommending  several  attributes  for  the  new 
Youth  Services  Agency  to  create  a  more  effective  structure  for 
youth  services.   Some  of  those  are: 

*  decisions  on  service  delivery  and  service  availability 
should  be  closer  to  the  local  level, 

*  funding  decisions  should  be  more  closely  linked  to  case 
decisions , 

*  intake,  or  entry  into  the  youth  services  system,  should 
be  centralized  at  the  local  level, 

*  responsibility  and   authority  for  youth  services  should 
be  in  a  single  agency, 

*  youth  who  are  public   responsibility  should  have  equal 
access  to  services  regardless  of  legal  label, 
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*  there  should  be  a  single  focal  point  for  accountability 
and  advocacy  for  youth  services, 

*  current  sources  and  funding  amounts  should  continue 
with  any  growth  being  the  responsibility  of  the  state, 

*  the  dispositional  authority  of  the  youth  court  must  be 
balanced  with  the  agency  responsible  for  funding 
dispositional  services,  and 

*  children  and  youth  services  should  be  delivered  from 
the  same  agency  that  deals  with  other  family  services. 

These  attributes  or  tenets  must  be  foremost  in  all  development 
and  implementation  activities  undertaken  in  this  consolidation 
effort. 


B.    SCOPE  OF  RECOMMENDATIONS: 

1.    CLIENTS: 

The  categories  of  children  and  youth  encompassed  in  this 
proposal  are: 

*  youth  in  need  of  care,  referrals  &  adjudications 

*  youth  in  need  of  supervision;  referrals  &  adjudications 

*  delinguent  youth;  referrals  &  adjudications 

emotionally  disturbed  youth  as  currently  served  by 
mental  health  centers  (MHC)  and  Montana  Youth  Treatment 
Center  (MYTC) 

*  alcohol  and  drug  dependent  as  currently  served  through 
ADA  funded  programs  and  SRS  special  appropriation  for 
indigent  youth  in  need  of  alcohol/drug  services 

The  Council's  intent  is  to  include  those  children  and  youth 
who  are  currently  being  served  by  SRS  child  protective  services, 
youth  court  services,  state  youth  institutions,  aftercare 
counselors,  and  through  mental  health  and  alcohol/drug  dependency 
funding.  There  is  consensus  to  avoid  expansion  of  the  current 
types  of  children  and  youth  to  be  served  by  the  new  Youth 
Services  Agency.  There  is  also  consensus  that  the  current 
definitions  of  children  and  youth  to  be  served  by  the  system  be 
reviewed  and  appropriate  changes  be  recommended  to  the  1989 
Legislature. 
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2. 


SERVICES: 


The  services  to  be  included  in  this  reorganization  effort 
are  those  which  are  currently  being  provided  to  those  children 
and  youth  listed  above  and  provided  by  SRS:  child  protective 
services  and  foster  care;  Department  of  Institutions:  youth 
institutions,  Youth  Evaluation  Program,  group  homes,  aftercare 
program,  and  mental  health  and  alcohol/drug  dependency  funding; 
and  youth  court  probation  services  under  the  district  courts. 
These  services  include: 

*  intake  child  protective  services 
investigation   as  provided  by  youth  court  services 
case  management  aftercare  services 
supervision 

*  out-of-home  placements: 

shelter   care,   foster   family  care,   group  care,  and 
residential  treatment,  Youth  Evaluation  Program 


*  institutional  services: 

Mountain   View   School, 
Youth  Treatment  Center 


Pine  Hills  School,  and  Montana 


*  other  contracted  services: 

alcohol/drug,   mental   health, 
services 


evaluations,   in-home 


*  day  care 

*  adoption 

*  licensure   of   foster   homes,   group  homes,   child  care 

agencies,  child  placing  agencies,   day  care   homes  and 
centers 

*  prevention   services   as   Big  Brothers   and   Sisters  and 

activities  funded  through  child   abuse   grants   and  the 
Children's  Trust  Fund 

*  that   the  aftercare   function  be   combined  with  the  youth/ 

court  probation  function 


THE  COUNCIL  RECOMMENDED  THAT  ALL  THE  ABOVE-LISTED  SERVICES 
CURRENTLY  PROVIDED  THROUGH  CHILD  PROTECTIVE  SERVICES  (SRS),  YOUTH 
COURT  PROBATION  SERVICES,  AFTERCARE  SERVICES,  YOUTH  INSTITUTIONS, 
GROUP  HOMES,  AND  THE  EVALUATION  PROGRAM  BE  CONSOLIDATED  IN  A 
SINGLE  AGENCY,  WITH  THE  EXCEPTION  THAT  THE  CURRENT  FUNDING  FOR 
SERVICES  TO  YOUTH  THROUGH  THE  MENTAL  HEALTH  CENTERS  AND  ALCOHOL/ 
DRUG  PROGRAMS  NOT  BE  INCLUDED  IN  THE  CONSOLIDATION  BUT  RATHER 
INFLUENCED  THROUGH  INTERAGENCY  FUNDING  RECOMMENDATIONS. 
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A  consolidation  of  these  services  and  programs  will  consti- 
tute a  new  Youth  Services  Agency  encompassing  approximately  600 
employees  and  over  $23  million  in  1986  expenditures. 

The  issue  of  detention  was  brought  up  in  discussion  and 
testimony  on  several  occasions.  There  are  some  jurisdictions 
planning  development  of  juvenile  detention  facilities,  foremost 
of  which  is  Yellowstone  county.  Funding  and  responsibility  is 
the  issue  not  clear  in  statute.  The  issue  is  being  considered  by 
a  subcommittee  under  the  auspices  of  the  Juvenile  Justice 
Council.  A  recommendation  will  be  forthcoming  prior  to  the  1987 
legislative  session. 


C.    ORGANIZATIONAL  STRUCTURE 

1.    NEW  DEPARTMENT: 

The  Council  struggled  through  many  discussions  and  for 
months  regarding  the  division  or  departmental  status  of  the  new 
Youth  Services  Agency.  Their  considerations  are  summarized  as 
follows: 

Department :  The  creation  of  a  new  department  would  estab- 
lish the  new  Youth  Services  Agency  as  a  visible  priority  within 
state  government  and  would  be  in  a  position  to  achieve  the 
necessary  consolidation  and  autonomy.  After  considerable 
deliberation,  the  Council  has  determined  that  a  new  Department 
can  be  established  within  existing  resources  without  a  reduction 
of  current  services  to  children  and  youth. 

Division:  The  creation  of  a  new  division  within  an  existing 
department  (most  likely  within  SRS)  would  certainly  lessen  the 
appearance  of  a  real  change  in  existing  practices  or  attitudes 
within  the  present  youth  services  system. 


THE  COUNCIL  RECOMMENDED  THAT  THE  NEW  YOUTH  SERVICES  AGENCY 
BE  A  NEW,  SEPARATE  DEPARTMENT  IN  STATE  ADMINISTRATION  AND  INCLUDE 
ALL  THE  CHILD  AND  YOUTH  SERVICES  WITHIN  THE  SCOPE  OF  THIS 
CONSOLIDATION. 


This  recommendation  removes  youth  court  probation  officers 
from  the  employment  of  the  district  court  and  places  them  in  the 
proposed  structure  as  state  employees. 

The  Council  also  discussed  the  need  to  address  the  future  of 
the  current  Adult  Protective  Services  program  within  the  Commun- 
ity Services  Division  of  SRS.  The  issue  here  is  that  many 
protective  services  workers  in  the  rural  counties  provide  both 
child  and  adult  protective  services.  Social  workers  and  rural 
communities  have  expressed  a  concern  about   a  possible  separation 
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of  those  services.  It  was  recommended  that  these  two  functions 
not  be  divided.  If  the  Adult  Protective  Services  are  moved  into 
the  new  Department,  it  would  only  make  sense  that  the  Aging 
program  also  be  moved  in  order  to  maintain  the  seniors'  programs 
in  a  single  agency.  These  two  programs  would  probably  be  the 
basis  for  a  division  of  aging  services  within  the  new  Department. 
The  Council  felt  that  children's  and  elders'  service  programs  can 
effectively  be  housed  in  the  same  department  and  would  create  an 
effective  agency  for  children  and  family  services. 


COUNCIL  RECOMMENDATION:  THAT  THE  NEW  DEPARTMENT  ALSO  INCLUDE 
ADULT  PROTECTIVE  SERVICES  AND  THE  AGING  PROGRAM  for  two  reasons: 
1)  to  retain  the  current  protective  services  staff  who  serve 
both  children  and  adults  in  many  rural  communities,  and  2)  to 
retain  family  related  services  within  the  same  department. 

This  recommendation  would  only  follow  if  the  new  agency  is  a 
department  rather  than  a  division. 


2.    STATE  LEVEL  FUNCTIONS: 

A  suggested  organization  structure  for  the  new  Department  at 
the  state  level  is  included  under  this  section,  item  C.  12.  The 
organization  of  the  new  department  should  be  at  the  discretion  of 
the  new  Director  according  to  the  intent  of  recommendations. 

It  is  important  to  preface  any  discussion  about  state  level 
functions  with  the  understanding  that  the  Council  has  repeatedly 
stressed  the  need  to  have  the  maximum  amount  of  discretion  about 
services  occur  at  the  lowest  possible  level  of  government.  When 
it  became  evident  that  the  recommended  structure  for  reorganizing 
children  and  youth  services  was,  in  fact,  a  state  department, 
localizing  decisions  and  requiring  input  from  the  local  services 
areas  is  mandatory.  This  will  require  the  state  operation  to  be 
one  of  policy  direction  and  guidance  as  well  as  management  and 
field  supportive.  This  structure  at  the  state  level  must  include 
a  operative  structure  that  not  only  allows  input,  but  requires 
input  from  the  "field". 

The  critical  functions  at  the  state  level  are: 

a.    Standard  setting  for  each  of  the   programs  administered 
under  its  jurisdiction: 

*  licensing  of  placement  options 

*  contracted  services 

*  training 

*  personnel  classification  and  qualifications 

*  public  institutions  and  services 
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b.  Licensure  and  certification  for  the  programs  under  its 
jurisdiction. 

c .  Provision  of  services  in  state  facilities: 

*  Mountain  View  School 

*  Pine  Hills  School 

*  Montana   Youth  Treatment   Center   (depending 

upon  sale) 

*  Youth  Evaluation  Program 

*  four  Aftercare  group  homes 

d.  Program  and  case  consultation  to  local  offices  and 
providers  throughout  the  state  for  program  development, 
planning,  community  organization,  client  consultation, 
state-of-the-art  information  in  the  following  areas: 

*  child  protective  services 

*  juvenile  offender  services 

*  institutional  services 

*  residential  programs 

*  emotionally  disturbed  youth  services 

*  Indian  child  welfare  issues 

*  adoption 

*  child  care 

*  licensing 

*  financing/budgeting 

*  training 

*  evaluation 


e.  Planning  assistance  to  the  local  planning  councils 
throughout  the  state 

f.  Review  local  service  area  plans  for  children  and  youth 
services  developed  by  the  local  staff  and  the  local 
service  area  planning  boards.  The  plans  would  estab- 
lish local  service  priorities  and  propose  an  annual 
expenditure  level  for  the  service  area. 

g.  Approve  plans  and  anticipated  expenditure  levels  of  the 
local  services  areas.  Based  on  its  review  of  the  local 
plans  in  accordance  with  a  rational  formula,  the  state 
department  would  provide  paper  allocations  to  the  local 
service  areas.  These  funds  would  be  used  by  the  agency 
to  purchase  or  provide  community-based  and  residential 
treatment  for  youth  (public  or  private). 

h.  Training  of  the  state  and  local  employees  as  well  as 
many  providers  under  contract.  Training  may  include 
new  knowledge  in  the  youth  services  field  as  well  as 
technical  skills  to  continually  upgrade  skills  of 
employees  and  current  contractors. 
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Program  quality  control  and  monitoring  program  effect- 
iveness should  occur  at  the  state  level  due  to  ease  of 
communication  with  the  legislative  and  executive  branch 
leaders  and  because  the  ultimate  authority  to  allocate 
resources  lies  with  the  state  agency. 

Developing  an  overall  state  youth  services  budget  which 
includes  the  compilation  of  the  local  area  needs  into  a 
coherent  budget  and  operational  plan  for  youth  services 
statewide . 

Research  and  planning  to  access  a  wide  variety  of 
information  and  communicate  with  critical  policy  makers 
about  statewide  trends.  It  is  important  to  note 
that  while  this  function  is  a  vital  tool  for  state 
administration,  it  must  also  function  as  a  management 
tool  for  local  services  areas  to  operate  effective 
children  and  youth  services  in  their  communities. 

Rate-setting  for  purchase  of  youth  services,  primarily 
residential,  would  be  a  statewide,  state  level  with 
local  service  areas  able  to  negotiate  "add-ons"  for 
additional  services  for  individual  clients. 


In  all  the  Council's  discussion,  the  need  to  consolidation 
responsibility,  authority,  and  resources  for  all  state  services 
to  children  and  youth  was  paramount. 

The  areas  of  services  to  the  alcohol  and  drug  dependency  and 
emotionally  disturbed  were  difficult  to  consolidate.  The  alcohol 
and  drug  services  in  the  Department  of  Institutions  are  funded 
through  many  contracts  with  local  providers  and  are  not  separated 
out.  SRS  funds  some  services  through  a  $2  50,000  appropriation 
for  indigent  youth.  The  SRS  services  are  recommended  to  be  in 
the  consolidation;  the  D  of  I  services  are  not  at  this  time  due 
to  the  inefficiencies  of  separating  the  contracts,  funds,  and 
procedures. 

Services  to  the  emotionally  disturbed  need  to  be  consolidat- 
ed but  it  seems  impossible  at  this  time.  Services  to  these 
children  and  youth  under  Special  Education,  P.L.  94-142,  cannot 
be  removed  from  OPI ,  and  it  seems  as  though  the  services  to 
youth  offered  with  federal  block  grant  funds  through  D  of  I 
contracts  with  Mental  Health  Centers  cannot  be  separated  out  and 
assigned  to  another  department.  The  Council  has  recommended 
further  study  of  that  issue  and  also  that  the  new  department  be 
required  to  recommend  priorities  to  D  of  I  for  Mental  Health 
Center  contracts. 


THE   COUNCIL   RECOMMENDED   THAT    AN   INTERAGENCY   AGREEMENT 
BETWEEN  THE   APPROPRIATE  AGENCIES   SHOULD  BE   DEVELOPED  TO  ASSURE 


25 


EFFICIENCY  AND  AVOID  OVERLAP  IN  SERVICES  FOR  THE  EMOTIONALLY 
DISTURBED  PROVIDED  BY  THE  DEPARTMENT  OF  INSTITUTIONS  THROUGH  ITS 
CONTRACTS  WITH  MENTAL  HEALTH  CENTERS,  THE  OFFICE  OF  PUBLIC 
INSTRUCTION  UNDER  P.L.  94-142,  AND  THE  NEW  YOUTH  SERVICES  AGENCY. 


3.    STATE  PLANNING 

The  Council  discussed  the  need  for  a  planning  and  advisory 
council  at  the  state  level  to  oversee  the  new  department's 
implementation  and  continued  efforts  to  meet  the  needs  of 
children  and  youth  in  a  locally  focused  manner.  The  establish- 
ment of  new  council  to  focus  on  children  was  seen  as  unnecessary 
expenditure  of  resources.  The  Youth  Justice  Council  could  be 
altered  in  membership  and  mission  to  serve  this  function. 


THE  COUNCIL  RECOMMENDED  THAT  THE  NEW  STATE  YOUTH  SERVICES 
DEPARTMENT  UTILIZE  THE  YOUTH  JUSTICE  COUNCIL  AS  A  STATE  LEVEL 
YOUTH  SERVICES  PLANNING  GROUP.  THE  YOUTH  JUSTICE  COUNCIL 
MEMBERSHIP  WILL  REQUIRE  ALTERATION  IN  ORDER  TO  ADEQUATELY 
REPRESENT  THE  CHILD  PROTECTIVE  SERVICES,  DOMESTIC  VIOLENCE, 
EMOTIONALLY  DISTURBED,  AND  ALCOHOL/DRUG  DEPENDENT  SERVICES. 

THE  COUNCIL  ALSO  RECOMMENDED  THAT  THE  NEW  DEPARTMENT 
DEVELOP  A  STATEWIDE  SERVICES  AND  RESOURCE  ALLOCATION  PLAN  THAT 
ENCOMPASSES  THE  LOCAL  NEEDS  AND  PLANS  AS  DEVELOPED  BY  THE  LOCAL 
YOUTH  SERVICES  COUNCILS. 


LOCAL  SERVICE  DELIVERY 


Testimony  given   to   the   Council  members   by   interested 
parties  as  well  as  by  Council  members  themselves  indicated  that: 

*  gaps  in  services  have  been  created  by  the  existence  of 
several  agencies  having  partial  responsibility  for 
local  services  to  youth 

*  as  resources  have  become  more  scarce,  definitions  of 
clients  to  be  served  or  services  to  provide  have 
become  narrower,  resulting  in  some  children  and  youth 
in  need  without  services 

duplication  of  effort  within  community  resources  for 
youth  in  need  of  supervision  due  to  vagueness  of 
statutory  responsibility 

*  increasing  identification  of  "emotionally  disturbed" 
children  and  youth  in  the  child  protective  services 
system  as  well  as  the  juvenile  justice  system,  placing 
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an  ever-increasing   burden  on   already   insufficient 
resources  in  those  "systems 

In  order  to  alleviate  the  gaps  and  duplication  in  youth 
services  in  communities,  the  Council  knew  that  consolidation  of 
child  protective  services,  youth  court/probation  services,  and 
aftercare  services  should  be  consolidated  into  one  agency  at  the 
local  level  was  critical.  A  local  consolidation  would  enable  a 
centralized  intake  function  as  well  as  a  single  budget,  coordin- 
ated decision  making,  and  a  focused,  local  service  delivery 
system  for  youth  services. 

There  were  at  least  two  options  to  consider  for  local 
consolidation:  either  a  state  operated  system  which  is  locally 
focused  or  a  locally  operated  system.  Testimony  offered  by  the 
Probation  Officers  Association  indicated  that  they  were  concerned 
about  losing  their  autonomy  and  responsiveness  to  their  communi- 
ties' needs  if  placed  in  a  state  system. 

A  locally  consolidated  and  operated  system  would  require 
moving  the  child  protective  services  workers  from  state  employ- 
ment to  local  employment  and  moving  the  youth  court/probation 
officers  from  district  court  supervision  to  county  employment  and 
supervision.  The  Council's  recommendation  at  that  point  was  to 
establish  children  and  youth  services  as  state  services  with 
county-based  operations.  However,  the  Council's  idea  of  state 
administration  and  "local"  operations  did  not  produce  the  desired 
"local  control"  aspect  of  the  recommendation.  The  Council 
received  testimony  from  county  government  that  counties  are  not 
in  a  financial  position  to  accept  additional  financial  liabil- 
ities within  local  government.  They  also  pointed  out  that  the 
Council's  state  administered/locally  operated  system  was  not 
very  appealing  considering  the  potential  for  local  financial 
liability.  Some  suggested  that  the  new  agency  at  a  local  level 
be  administered  and  operated  by  the  district  court  under  its 
youth  court  designation.  The  Council  discussed  the  separation  of 
powers  issue  in  regard  to  the  judicial  branch  exercising  execu- 
tive branch  powers  and  responsibilities.   After  much  discussion: 


THE  COUNCIL  RECOMMENDED  THAT  LOCAL  YOUTH  SERVICES,  INCLUDING 
YOUTH  COURT/PROBATION  SERVICES,  BE  CONSOLIDATED  TO  BE  ADMIN- 
ISTERED AND  OPERATED  WITHIN  A  NEW  STATE  DEPARTMENT. 

This  moves  the  youth  court/probation  office  under  the 
executive  branch  instead  of  under  the  direct  supervision  of  the 
local  youth  court  judge.  It  is  also  the  intent  of  the  Council  to 
combine  the  aftercare  or  juvenile  parole  function  with  the  youth 
court  probation  function.  This  would  maintain  the  relationship 
of  the  youth,  his/her  family,  and  the  supervising  agent  through- 
out the  youth's  involvement  with  the  juvenile  justice  system. 
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5.  LOCAL  FUNCTIONS: 

The  local  level  of  this  new  department  consists  of 
local  offices  housing  state  employees  which  perform  the  following 
functions : 

a.  Conduct  centralized  intake  as  the  single  point  of  entry 
for  all  children  and  youth  who  enter  the  service 
system. 

b.  Provide  case  management  Once  the  child/youth  has  been 
evaluated,  he/she  would  be  assigned  to  a  case  manager 
at  the  local  youth  services  office.  The  case  manager 
would  draw  up  a  service  plan  for  the  individual  and  act 
as  a  broker  to  access  all  needed  services.  The  case 
manager  would  ensure  that  the  child/youth  continues  to 
receive  whatever  services  he/she  needs. 

c.  Purchase,  authorize,  or  provide  direct  services  to 
youth  according  to  their  individual  service  plan.  Some 
services  would  require  purchasing  from  outside  of  that 
service  area. 

d.  Develop  annual  service  plan  with  its  Local  Planning 
Board,  each  local  youth  services  office  would  set 
service  priorities  for  its  area  and  develop  an  annual 
expenditure  and  operational  plan.  This  plan  would  be 
submitted  to  the  state  office  to  be  included  in  the 
state  agency's  overall  budget.  V* 

e.  Monitor  local  providers  for  compliance  with  service 
contracts  with  the  Department. 

f.  Licensing  of  foster  family  homes  in  their  areas. 
Approval  of  the  application  would  occur  at  the  local 
level.  The  studies  and  approval  would  be  in  accordance 
with  standards  set  by  the  new  state  department. 

THE  COUNCIL  RECOMMENDED  THAT  THE  LOCAL  LEVEL  OF  THE  NEW  DEPART- 
MENT FOR  YOUTH  SERVICES  (CHILD  PROTECTIVE  SERVICES,  YOUTH  COURT 
PROBATION,  AND  AFTERCARE)  DEVELOP  AND  MAINTAIN  CENTRALIZED 
INTAKE  AND  AN  INTERDISCIPLINARY  PLACEMENT  REVIEW. 

6.  LOCAL  GEOGRAPHIC  SERVICE  AREAS 

The  Council,   in   its   desire   to  provide   a   local  service 
delivery  system  for  the  recommended  state  department,  discussed 
size  of   the  local   service  delivery  areas  as  an  important  issue. 
Some  of  the  points  made  are: 

The   appropriate   size   of   the   "local"   area   can  best  be 
described  as  being  large  enough  to  provide  an  adequate  variety  of     (^ 
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services  for  the  variety  of  youth  likely  to  be  addressed  by  the 
"local"  services  system,  but  small  enough  to  give  planners  and 
managers  an  opportunity  to  build  close  community  relationships 
and  address  unique  local  issues.  In  Montana,  groupings  of 
counties  is  most  likely  the  solution.  Current  working  relation- 
ships between  counties  as  well  as  resource  distribution  should  be 
considered.  Current  examples  of  multi-county  groupings  are  1) 
mental  health  regions,  2)  state  administrative  regions,  3)  SRS 
service  regions,  and  4)  judicial  districts. 


THE  COUNCIL  RECOMMENDED  THAT  THE  NEW  DEPARTMENT  BE  ORGANIZED  AT 
A  LOCAL  LEVEL  IN  MULTI -COUNTY  SERVICE  AREAS  AROUND  JUDICIAL 
DISTRICT  BOUNDARIES  TO  ENCOURAGE  EFFECTIVE,  CONSISTENT  RELATION- 
SHIPS BETWEEN  THE  NEW  DEPARTMENT  AND  DISTRICT  COURTS. 


By  administrative  rule,  local,  multi-county  service  areas 
would  be  created.  The  geographic  boundaries  of  these  service 
areas  would  correspond  to  current  judicial  district  boundaries. 
Some  of  the  service  areas  could  be  further  grouped  for  reasons  of 
resource  and  management  consolidation.  The  optimum  number  of 
service  areas  ought  to  be  between  ten  and  fourteen  to  provide 
the  proper  size  service  areas. 


7.    LOCAL  PLANNING 


The  Council  had  discussed  the  need  to  establish  local 
planning  groups  to  work  with  the  local  staff  to  develop  local 
service  plans  for  their  service  areas.  This  discussion  had 
originated  when  the  Council  was  headed  in  the  direction  of  a 
county  based  system.  It  is  equally  critical,  if  not  more,  in  a 
fully  state  administered,  managed,  and  operated  system  that  there 
be  a  local  planning  body  with  required  input  to  the  state 
department . 


THE  COUNCIL  RECOMMENDED  THAT  THE  DIRECTOR  OF  THE  NEW  DEPARTMENT 
USE  LOCAL  YOUTH  SERVICES  PLANNING  COUNCILS  WITHIN  EACH  MULTI- 
COUNTY  SERVICE  AREA  TO  ENSURE  A  BROAD  BASED  COMMUNITY  PLAN  WITH 
COMMUNITY-BASED  SUPPORT. 

These  local  planning  councils  might  include: 

*  participating  counties 

*  the  Youth  Court 

*  local  provider  organizations 

*  consumers 

*  school  districts 

*  interested  lay  citizens 
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This  local  council  would  help  set  service  priorities  and 
develop  the  annual  plan  for  the  department  as  well  as  build  a 
constituency  for  youth  services  at  the  community  level. 

The  planning  council  with  the  local  department  staff  would  create 
a  multi-county  plan  for  services  to  children  and  youth  within 
their  service  area.  That  plan  would  be  developed  within  guide- 
lines established  by  the  state  to  assure  state  and  federal 
compliance  issues. 


8.    LOCAL  INPUT  TO  DECISION-MAKING 

There  must  be  a  continued  effort  to  localize  this  Department 
and  require  local  input  to  its  decision-making  processes. 

Currently  the  responsibility  for  the  funding  of  youth 
services  at  the  community  level  is  given  to  SRS  with  state 
allocations.  The  SRS  decision-making  structure  on  issues  of 
budget  and  service  priorities  is  primarily  in  the  upper  manage- 
ment level.  Little  flexibility  is  allowed  for  the  individuality 
of  communities.  Local  funding  of  youth  court  services  usually 
only  includes  the  costs  of  personnel  and  their  related  expenses. 
Services  for  youth  under  the  courts'  supervision  are  not  locally 
funded.  With  the  constant  need  to  reduce  expenditures  for 
governmental  services,  decisions  to  maintain  or  reduce  resources 
for  children  and  youth  have  been  consistent  and  across  the  board 
throughout  the  state.  The  priorities  are  set  at  the  state 
level,  not  at  the  local  level.  Testimony  to  the  Council  has 
reiterated  the  lack  of  flexibility  in  funding  community  based 
youth  services  and  the  need  for  local  input  to  services  available 
at  the  community  level.  It  is  reported  that  youth  may  be  placed 
in  more  expensive  programs  to  receive  services  which  might  have 
been  available  in  more  appropriate  settings  and  at  a  lower  cost 
of  the  funding  for  youth  services  might  have  been  more  flexible. 


THE  COUNCIL  RECOMMENDED  THAT  THE  NEW  DEPARTMENT  ADOPT  PROCEDURES 
WHICH  WILL  PROVIDE  DIRECT  LOCAL  INPUT  INTO  FINANCIAL  DECISIONS 
EFFECTING  SERVICE  AVAILABILITY  OR  PRIORITIES.  USE  OF  THE  LOCAL 
SERVICE  AREA  PLANS  DEVELOPED  BY  THE  LOCAL  PLANNING  COUNCILS  WILL 
BE  CONSIDERED  BY  THE  NEW  DIRECTOR. 

THE  COUNCIL  ALSO  RECOMMENDED  THAT  THERE  MUST  BE  A  CONTINUED 
EFFORT  TO  LINK  THIS  NEW  DEPARTMENT  WITH  LOCAL  GOVERNMENT  AND  ALL 
LOCAL  YOUTH  SERVICES  IN  ORDER  TO  PROVIDE  LOCAL  INPUT  TO  THE 
DEPARTMENT'S  DECISION-MAKING  PROCESSES. 


9.    JUDGES'  AUTHORITY 

From  the  early  meetings,  the  Council  recognized  the  problem 
with  the  overlap  of  the  court's  authority  to  place  a  youth  and 
use  SRS'   financial  resources  to  pay  for  the  placement.   In  order 
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to  reasonably  solve  this  situation,  the  Council  recommended 
that  all  the  resources  be  consolidated  and  then  that  single 
agency  be  responsible  to  place  the  youth.  The  court  continues 
to  make  adjudicatory  decisions  and  decisions  regarding  the 
removal  of  the  youth  from  his/her  family  or  community,  or  the 
need  for  security,  but  the  single  youth  services  agency  would 
make  the  placement. 


THE  COUNCIL  RECOMMENDED  THAT  THE  YOUTH  COURT  JUDGES' 
AUTHORITY  TO  COMMIT  A  YOUTH  TO  A  SPECIFIC  FACILITY  BE  AS  FOLLOWS: 

A.  THAT  THE  YOUTH  COURT  JUDGE  CAN  COMMIT  A  CHILD  OR  YOUTH 
TO  THE  NEW  DEPARTMENT  FOR  PLACEMENT  OR  SERVICES  WITH  THE  DISCRE- 
TION AS  TO  THE  SPECIFIC  PLACEMENT  OR  SERVICES  LEFT  TO  THE  NEW 
DEPARTMENT  STAFF. 

B.  THAT,  IN  THE  CASE  OF  A  DELINQUENT  CHILD  DETERMINED  BY 
THE  YOUTH  COURT  TO  HAVE  COMMITTED  A  CRIME  AGAINST  A  PERSON  OR  TC 
BE  A  PERSISTENT  FELONY  PROPERTY  OFFENDER,  THE  YOUTH  COURT  JUDGE 
CAN  COMMIT  THE  DELINQUENT  YOUTH  TO  THE  NEW  DEPARTMENT  WITH  THE 
STIPULATION  OF  A  SECURE  PLACEMENT. 

C.  THAT  THE  NEW  DEPARTMENT  MUST  OBTAIN  COURT  APPROVAL  TO 
PLACE  A  YOUTH  IN  A  SECURE  PLACEMENT  UNLESS  THE  COURT  ORDER 
COMMITTING  THE  YOUTH  TO  THE  DEPARTMENT  GAVE  THE  DEPARTMENT  THAT 
AUTHORITY. 

D.  IN  THE  CASE  OF  EVALUATIONS,  THE  YOUTH  COURT  CAN  ORDER 
THE  YOUTH  TO  THE  CUSTODY  OF  THE  NEW  DEPARTMENT  FOR  THE  PURPOSE  OF 
AN  EVALUATION.  THE  PLACE  AND  MANNER  OF  CONDUCTING  WITH  THE 
LOCATION  OF  THE  EVALUATION  SHALL  BE  AT  THE  DISCRETION  OF  THE  NEW 
DEPARTMENT.  IF  THE  DEPARTMENT  DETERMINES  THAT  THE  EVALUATION 
MUST  BE  PERFORMED  IN  A  SECURE  SETTING,  COURT  APPROVAL  IS  RE- 
QUIRED. 

The  Council  also  acknowledged  that  the  youth  court  judge 
would  continue  to  have  the  authority  to  review  and  remove  the 
youth  from  the  system  at  any  time. 


10.   DEVELOPMENT  OF  EVALUATION  SERVICES 


It  is  the  intent  of  the  Council  that  the  new  department  have 
the  discretion  of  the  method  and  location  of  evaluations  (recom- 
mendation #  1.3)  to  promote  the  development  of  appropriate 
community  evaluation  services  and  to  appropriately  limit  the  use 
of  Mountain  View  School  and  Pine  Hills  School  for  evaluation 
purposes.    See  Recommendation  #9d  above. 
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11.   PERSONNEL 

Local  department  staff  will  include  child  protective 
services  workers  and  youth  court  probation  officers.  The 
functions  will  include  intake,  investigation,  case  management, 
supervision,  placement,  court  preparation,  reviews,  program 
development  and  evaluation,  etc.  for  youth  in  need  of  care,  in 
need  of  supervision,  or  who  are  delinguent  as  well  as  emotionally 
disturbed  and  chemically  dependent  youth  who  are  served  under  the 
current  child  protective  services  system  or  juvenile  justice 
system. 

The  staff  currently  providing  these  children  and  youth 
services  at  the  local  level  would  be  consolidated  into  the  new 
department  to  provide  services  at  the  local  level.   They  include: 

198.95  SRS  child  protective  service  workers 

66.00  Youth  Court  Probation  Officers  (approx.) 

4.00  Aftercare  Counselors 
21.00  SRS   District   Staff   involved  in  super- 
vision,  licensing,  and  local  functions 

289.95  Total  Local  Staff 

It  is  intended  that  these  staff  be  distributed  to  the 
approximately  same  localities  as  they  are  now  serving.  Aftercare 
counselor  FTEs  and  the  portion  of  SRS  District  FTEs  would  be  the 
exception;  these  would  be  allocated  by  function  on  service  area. 

The  remainder   of  the  district  office  staff  and  the  current     '<* 
state  management/administrative  staff  would  be  assigned  appropri- 
ate state  level  functions  as  outlined. 

These  FTE  estimates  do  not  include  adult  protective  services 
field,  management,  or  administrative  staff  or  aging  services 
administrative  staff. 

Some  of  the  issues  raised  about  the  consolidation  of 
probation  and  child  protective  services  were  around  supervision 
and  pay  eguity.  Both  child  protective  services  workers  and 
probation  officers  are  concerned  about  being  supervised  by  the 
other.  The  salaries  of  child  protective  service  workers  and 
youth  probation  officers  vary  widely.  The  new  Department 
Director  will  need  to  resolve  these  two  issues  carefully. 

The  Council,  in  its  discussions,  did  not  intend  to  create  a 
system  which  penalizes  good  workers,  but  the  goal  of  complete 
consolidation  of  children  and  youth  services  is  of  utmost 
importance. 

THE  COUNCIL  DID  RECOMMEND  THAT  THE  INCUMBENT  YOUTH  COURT  PROBA- 
TION OFFICERS  PAY,  BENEFITS,  AND  TENURE  STATUS  BE  TAKEN  INTO 
CONSIDERATION  WHEN  THE  NEW  DEPARTMENT'S  PAY  AND  CLASSIFICATION 
SYSTEM  IS  ESTABLISHED.  L 
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12.   SUGGESTED  STATE  STRUCTURE 


The  Council  suggested  a  structure  and  functions,  but  it 
must  be  understood  that  the  new  Department  Director  will  need 
the  flexibility  to  create  whatever  organizational  structure  that 
will  carry  out  the  intentions  of  the  reorganization. 

a.  DIRECTOR:  The  director  of  the  new  Department  would  be 
appointed  by  the  Governor  and  confirmed  by  the  Senate  and 
would  report  directly  to  the  Governor. 

Legal  counsel  would  be  directly  responsible  to  the  director; 
a  deputy  or  assistant  director  may  be  necessary  at  the 
discretion  of  the  director. 

A  State  Youth  Services  Planning  Council  be  appointed  by  the 
Governor  to  be  very  active  in  program  and  policy  direction. 
This  Council  would  provide  some  of  the  same  leadership  shown 
by  the  Youth  Justice  Council  in  juvenile  justice  issues 
together  with  the  proactive  drive  of  other  states'  Commis- 
sions on  Children  and  Youth.  Representation  would  be 
broad  and  'well-balanced  between  the  public  and  private 
sector  and  between  parties  directly  affected  by  the  Depart- 
ment and  other  interested  parties.  The  recommendation  was 
made  to  have  the  Youth  Justice  Council  serve  as  the  state 
youth  services  planning  council  so  that  there  would  not  be 
duplication.  The  existing  Youth  Justice  Council's  member- 
ship would  have  to  be  altered  to  provide  representation  of 
the  new  services  consolidated  within  the  new  Department. 


Although  the  final  organization  of  the  new  Department  should 
be  at  the  discretion  of  the  director,  it  could  have  at  least 
three  (3)  Divisions  attached  to  it: 

MANAGEMENT  SUPPORT  DIVISION  could  house  the  centralized 
support  functions  for  the  Division:  standard  setting, 
policy  maintenance,  federal/state  reporting,  budgeting, 
auditing,  contracting  technical  assistance,  payments, 
personnel  maintenance,  etc. 

Rate-setting  could  also  be  handled  in  conjunction  with  the 
Planning  and  Program  Development  Division  which  deals  with 
the  program  content  and  guality  issues  in  contracting. 

Licensing  is  a  function  that  needs  to  be  separated  from  the 
users  of  the  facilities  being  licensed.  The  direction  most 
states  are  going  is  to  remove  the  licensing  function  from 
the  agency  responsible  for  direct  provision  of  service. 
Therefore  licensing  could  also  be  placed  in  another  depart- 
ment or  insulated  very  well  from  the  direct  service  provi- 
sion by  placement   in  the   Director's   Office.   Currently 
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licensing  is  provided  by  Resource  Workers  in  the  SRS 
district  offices.  In  many  of  the  counties,  CPS  social 
workers  complete  the  home  study  for  foster  family  licensing 
and  submit  the  information  and  application  to  the  district 
office  for  review  and  approval.  All  group  homes,  child  care 
agencies,  and  residential  treatment  facilities  are  licensed 
by  Resource  Workers  and  approved  at  the  district/state 
level.  Child  placing  agencies  such  as  Catholic  Social 
Services,  Casey  Family  Program,  etc.  are  licensed  by  state 
office  staff.  Licensing  of  facilities  and  child  placing 
agencies  should  be  a  state  level  function.  Licensing  of 
foster  family  homes  should  be  a  local  service  area  function. 
Approval  for  adoption  should  continue  to  be  a  state  office 
function. 

Budget  and  audit  functions  would  be  in  this  division  with 
some  shared  activity  with  the  Planning  and  Program  Develop- 
ment Division  on  local  plan/budget  monitoring. 

PLANNING  AND  PROGRAM  MANAGEMENT  DIVISION:  All  the  program 
and  client  technical  assistance  would  be  in  this  division. 
There  are  currently  staff  "consultants"  or  program  managers 
at  the  state  level  in  these  areas: 

*  child  protective  services 

*  adoption 

*  foster  care  (placement) 

*  interstate  compact  on  delinguent  &  CPS 

*  day  care 

*  licensing 

*  domestic  violence 

*  refugee  assistance 

*  corrections 

*  juvenile  justice  training 

*  juvenile  justice  planning/data  processing 

Additional  planning  and  program  development  functions  exist 
in  the  SRS  district  offices:  training,  community  development 
and  organization,  program  management  technical  assistance, 
service  development,  etc.  The  state  level  is  currently 
lacking  the  emphasis,  technical  assistance,  and  program 
development  activities  for  programs  for  the  emotionally 
disturbed  child  as  well  as  the  chemically  dependent.  Those 
two  areas  must  be  added.  More  emphasis  should  also  be 
placed  on  resolving  some  of  the  Indian  child  welfare  issues. 

This  division  would  be  responsible  for  planning  technical 
assistance  to  the  local  planning  councils,  special  projects, 
resource  development  for  the  local  agencies,  coordination 
with  other  agencies  and  programs,  and  research  and  evalua- 
tion of  youth  services  in  general  or  specifically. 

The  program  and  services  portion  of  the  local  plans  would  be 
monitored  by   staff  within   this  division   together  with  the 
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fiscal  staff  in  the  Management  Support  Division.  The 
management  information  system  would  be  the  primary  respons- 
ibility of  this  staff  as  users  and  technical  assistance 
staff  at  the  local  level.  It  is  this  division  that  will  be 
a  constant  support  and  resource  to  the  local  supervisors  and 
field  staff. 

c.  FIELD  OPERATIONS  AND  PUBLIC  INSTITUTIONS  DIVISION:  This 
division  will  be  the  administrative  and  management  support 
staff  to  Pine  Hills  School,  Mountain  View  School,  Youth 
Evaluation  Program,  Montana  Youth  Treatment  Program,  and  any 
other  state-operated  facilities  as  well  as  to  all  the  field 
staff  in  local  service  areas.  The  four  Aftercare  group 
homes  would  be  supervised  out  of  this  division  if  they 
continue  to  be  state-operated. 

d.  ADULT  PROTECTION  AND  AGING  SERVICES:  This  division  would 
house  these  current  functions  within  SRS  Community  Services 
Division.  There  is  an  SRS  in-house  task  force  working  on 
reorganization  ideas  for  adult  and  aging  services.  Their 
recommendations  should  be  considered  by  the  new  Department 
Director  when  organizing  the  new  agency. 


D.    FUNDING/FINANCING: 

1.  BUDGET  CONSOLIDATION:  The  new  Department  would  be  funded 
by  existing  resources  within  the  programs/services  being  consoli- 
dated. All  parties  (federal,  state,  and  county)  would  continue 
current  level  of  commitment. 

Following  the  attribute  of  the  reorganization  plan  that  all 
participating  agencies  continue  current  participation  level  for 
services  within  the  consolidation,  the  new  Department  would  be 
funded  by  the  following  sources: 

*  SRS/Child  Protective  Services  (CPS):  federal/state 
funding  for  CPS  state  administration/management, 
district  office  supervision/  management,  and  direct 
services  as  well  as  the  child  abuse  grants,  prevention 
contracts  such  as  Big  Brothers/Sisters,  etc. 

*  SRS/Foster  Care:  federal/state  funding  for  foster 
care/residential  treatment 

*  Department  of  Institutions:  state  (  and  some  federal) 
funding  for  Mountain  View  School,  Pine  Hills  School, 
Youth  Evaluation  Program,  four  Aftercare  group  homes, 
Aftercare  counselors,  and  administration 

*  County:  the  1986  level  of  county  expenditures  for  SRS 
match   for   CPS   workers,   administration,   travel,  and 
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foster  care/residential  treatment  as  well  as  the 
1986  expenditure  level  for  youth  court/probation  staff, 
probation  support  staff,  administration,  any  client 
benefits,  and  travel. 

Other:  other  funding  in  SRS  Community  Services 
Division  such  as  domestic  violence,  refugee  services, 
aging  services,  and  adult  protective  services. 

(Adult  Protective  Services  and  the  Aging  Program  was 
recommended  for  inclusion  due  to  the  combination 
protective  services  workers  in  the  rural  areas  of 
Montana.  The  Aging  Program  ought  to  be  administered  in 
the  same  agency  as  adult  protective  services.) 


There  was  discussion  of  a  separate  authority  for  a  child  and 
youth  services  mill  levy  which  would  reduce  both  the  authority 
to  levy  mills  for  the  poor  fund  and  the  district  court  fund,  but 
that  all  seemed  more  complicated  than  necessary.  This  recommend- 
ation leaves  the  source  of  the  funds  up  to  the  county  commission- 
ers. 

THE   COUNCIL   RECOMMENDED   THAT   THE  COUNTIES  BE  BILLED  TWICE  PER 
YEAR  FOR  THEIR  PORTION  OF  THE  PROGRAM. 


2.    COUNTY  AND  STATE  FINANCIAL  RESPONSIBILITY: 

The  Council's  intention  is  that  counties  participate  in 
the  funding  of  services  from  this  new  Department  at  their 
"current"  level.  Due  to  use  of  federal  revenue  sharing  funds 
for  local  youth  court  probation  in  some  counties  and  the  county 
cutbacks  that  occurred  in  FY  1987,  the  Council  is  using  1987 
budget  level  for  youth  court  probation  funding  instead  of  the 
1986  expenditure  level  used  for  county  participation  in  CPS  and 
foster  care.  The  Council  also  intends  that  all  future  expansion 
of  mandatory  services  be  born  by  state  appropriation. 


THE  COUNCIL  RECOMMENDED  THAT  COUNTIES  HAVE  THE  DISCRETION  TO 
AUTHORIZE  EXPENDITURES  FOR  CHILDREN  AND  YOUTH  SERVICES  LOCALLY 
ABOVE  THE  MANDATORY  FY  1986  LEVEL  (FY  1987  for  youth  probation). 

This  will  allow  a  county  to  spend  more  than  the  1986  level 
of  expenditure  for  child  and  youth  services  in  their  communities 
if  so  desired,  i.e.  start-up  funding  for  a  group  home. 


THE  COUNCIL  RECOMMENDED  THAT  ANY  EXPANSION  OR  INFLATION  NECES- 
SARY FOR  MANDATORY  OR  STATE  REQUIRED  SERVICES  BE  BORN  BY  THE 
STATE  THROUGH  STATE  LEGISLATIVE  APPROPRIATION. 
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These  two  recommendations  maintain  current  level  of  effort 
without  limiting  the  counties  to  current  level  while  continuing 
to  fund  required  services  from  the  state  level. 


3.    FLEXIBILITY   OF   FUNDS   BETWEEN   INSTITUTIONS   AND  COMMUNITY 
BASED  PLACEMENT  SERVICES: 

The  Council  began  this  discussion  early  in  its  delibera- 
tions and  sincerely  believes  that  if  the  funding  from  all 
placement  options  including  public  institutions  were  in  the  same 
budget,  their  expenditure  being  decided  by  the  same  professional 
staff,  that  the  available  resources  for  these  services  would  be 
used  more  efficiently.  Presently  placement  of  youth  in  state 
institutions  is  without  cost  to  the  deciding  agency.  Placement 
in  private  facilities  reduces  a  very  visible  budget--the  foster 
care  budget.  There  are  many  who  believe  that  the  shortfall  in 
the  SRS  foster  care  budget  is  a  direct  factor  in  the  overcrowding 
in  Mountain  View  School  and  Pine  Hills  School.  It  is  the  intent 
of  the  Council  and  a  very  strong  recommendation  that  these  two 
resources  be  consolidated. 

An  earlier  resolution  was  the  limitation  of  25%  of  the 
institutional  budgets  remaining  with  the  institutions  and  the 
remaining  75%  be  combined  with  the  SRS  foster  care  budget  for 
purchase  of  placement  services  whether  in  a  state  institution  or 
private  facility.   Currently, 


THE  COUNCIL  RECOMMENDS  THAT  THE  NEW  DEPARTMENT  BE  GIVEN  THE  SAME 
TYPE  OF  UNLIMITED  AUTHORITY  TO  TRANSFER  FUNDS  BETWEEN  INSTITU- 
TIONAL SERVICES,  PLACEMENT  SERVICES  (FOSTER  CARE),  AND  DIRECT 
SERVICES  AS  THE  DEPARTMENT  OF  INSTITUTIONS  HAS  CURRENTLY. 


This  will  allow  funds  to  follow  children  and  youth  into 
community  based  facilities  or  institutions  and  allow  flexibility 
within  the  budget  to  alter  the  funding  influence  on  some  place- 
ment practices. 

This  recommendation  would  allow  flexibility  in  actual 
location  of  service  provision  for  children  and  youth  served. 
Per  diem  payments  could  be  made  by  the  division  with  the  commun- 
ity placement  budget  to  the  institution  where  the  youth  is 
placed.  The  institutions  should  continue  to  receive  the  same 
level  of  funding  if  the  population  continues  at  the  same  level. 


4.    MENTAL  HEALTH  FUNDING  PRIORITIES 

THE  COUNCIL  RECOMMENDED  THAT  THE  NEW  DEPARTMENT  BE  REQUIRED  TO 
PROVIDE  RECOMMENDATIONS  TO  THE  DEPARTMENT  OF  INSTITUTIONS  ON 
SERVICES  PRIORITIES  FOR  CHILDREN  AND  YOUTH  TO  BE  SERVED  UNDER  THE 
MENTAL  HEALTH  CENTER  CONTRACTS. 
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The  federal  funds  for  mental  health  services  cannot  be 
split  between  two  departments.  It  would  be  inefficient  to 
develop  two  contracts  for  services  with  Mental  Health  Centers. 
The  Council  also  recommended  that  this  issue  be  further  research- 
ed for  a  solution  that  might  allow  consolidation  of  these  funds 
also. 


5.    PARENTS'  ABILITY  TO  PAY 

The  Council  wanted  to  ensure  that  efforts  continue  to 
encourage  parents  to  contribute  to  their  children's  need  for 
services . 

THE  COUNCIL  RECOMMENDED  THAT  THE  COURT  BE  REQUIRED  BY  STATUTE  TO 
INCLUDE  IN  ITS  COMMITMENT  ORDERS  TO  THE  NEW  DEPARTMENT,  AN  ORDER 
FOR  THE  PARENTS  TO  CONTRIBUTE  A  SPECIFIC  AMOUNT  TO  THE  CARE  AND 
TREATMENT  OF  THEIR  CHILD. 

The  amount  would  be  determined  through  a  procedure  specified 
in  the  administrative  rules  of  the  new  department.  Both  SRS 
and  Department  of  Institutions  have  procedures  in  place.  The 
court  order  reguiring  payment  is  very  helpful  in  collecting. 
This  recommendation  would  include  parental  contributions  for 
youth  placed  in  state  facilities  with  the  current  practice  for 
foster  care  and  Montana  Youth  Treatment  Center. 


E.    OTHER  RECOMMENDATIONS 

1.  TRANSFER  PROCEEDINGS:  That  the  Transfer  Proceedings  Act 
(41-5-206  MCA)  be  reviewed  and  revised  as  it  currently  allows  an 
excessive  amount  of  time  to  pass  before  actual  transfer  of  youth 
to  adult  court  occurs. 

(Review  and  proposal   could  be   accomplished  by  the  Youth 
Justice  Council  or  the  County  Attorneys  Association. ) 


2.    DEFINITIONS: 

There  was  extensive,  intermittent  discussions  of  the 
inadeguacies  of  the  current  definitions  of  children  and  youth 
for  whom  services  are  to  be  provided  by  society.  The  solutions 
and  assumptions  varied  from  more  restrictive  to  broader  inter- 
pretations. Because  no  resolution  could  be  reached  within  the 
Council  in  the  time  allowed,  the  COUNCIL  RECOMMENDS: 

a.  THAT  IMMEDIATE  STUDY  OF  THE  DEFINITIONS  OF  YOUTH  IN 
NEED  OF  CARE,  YOUTH  IN  NEED  OF  SUPERVISION,  DELINQUENT  YOUTH, 
EMOTIONALLY  DISTURBED  YOUTH,  AND  THE  "YOUTH  IN  NEED  OF  SERVICES" 
CONCEPT  BE  REQUIRED  OF  THE  NEW  DEPARTMENT  FOR  PROPOSED  LEGISLA- 
TION NO  LATER  THAN  THE  1989  LEGISLATIVE  SESSION. 
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b.  THAT  THIS  STUDY  INCLUDE  THE  FURTHER  COORDINATION  AND 
CONSOLIDATION  OF  SERVICES  TO  EMOTIONALLY  DISTURBED  AND  ALCOHOL/ 
DRUG  DEPENDENT  CHILDREN,  SPECIFICALLY  THE  FEDERAL  REGULATIONS  ON 
THE  ABILITY  OF  THE  STATE  TO  SPLIT  THE  ADMINISTRATION  OF  THE 
MENTAL  HEALTH  BLOCK  GRANT. 

c.  THAT  THE  YOUTH  JUSTICE  COUNCIL  ALSO  BE  REQUESTED  TO 
DEVELOP  A  LEGAL  DEFINITION  OF  EMOTIONALLY  DISTURBED  YOUTH  AND 
PROPOSE  LEGISLATION  WHICH  WOULD  ALLOW  THE  NEW  DEPARTMENT  THE 
DISCRETION  TO  SERVE  THOSE  YOUTH  WITHIN  THE  CURRENT  RESOURCES. 


3.  DETENTION:  This  is  another  unresolved  issue.  Some  Council 
members  felt  that  it  was  outside  the  purview  of  the  Council  as 
it  is  a  undefined  "service"  without  assigned  responsibility  now 
and  if  included  would  require  substantial  funding.  Some  felt  it 
should  be  addressed  because  it  is  an  important  financial  consid- 
eration in  the  youth  services  system,  and,  if  the  system  is  to 
be  consolidated,  then  detention  belongs  in  it.  Some  other 
consider  detention  as  a  pre-adjudicatory  law  enforcement  function 
which  is  the  responsibility  of  the  county  sheriff  along  with 
county  jails.   So, 


THE  COUNCIL  RECOMMENDED  THAT,  WHEN  THE  ISSUE  OF  ASSIGNING 
RESPONSIBILITY  FOR  JUVENILE  DETENTION  IS  RESOLVED,  AUTHORITY  FOR 
PLACEMENT  AND  RESPONSIBILITY  FOR  PAYMENT  MUST  BE  FIXED  WITH  A 
SINGLE  AGENCY. 

(This  would  then  be  consistent  with  the  attempts  of  this 
Council  to  keep  responsibility,  authority,  and  funding  within  the 
same  agency;  this  recommendation  does  not  acknowledge  a  prefer- 
ence to  local  or  state  government.) 
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APPENDIX  A: 


COUNCIL  MEMBER  SIGN-OFF  ON  RECOMMENDATIONS 


We,  the  members  of  the  Governor's  Counci]  on  Reorgani nation  of 
Youth  Services,  have  participated  to  the  best  of  our  ability  and 
efforts  to   provide/the  Governor  with  the  recommendations  held  in 

this  r^t. 

sent  for  signature 


John  Mercer 
Poison 


rA^ 


2^suu 


TTerry  D.    wcast 
Great   Falls 


HoTly  D./\<alt!Czyc 
Helena 


■^HC 


Richard  C.  Bennett 
Great  Falls 


sent  for  signature 


Ronald  B.  Helland 
Glasgow 


Robert  Butorovich 
/  Butte 


sent  for  signature 


Stephen  P.  Olson 
Kalispell 


j^rh, 


^fAvn 


ww^n. 


Craig  j//  An'derson 


tit/tsv 


David  Briggs 
Helena 


sent  for  signature 

Joseph  B.  Gary 
Boze 


Carroll  V.  South 
Helena 


<2C£, 


Harold  F.    Hanser 
Billirres 


/  Jo'sep 
A/Helena 


h/P.  Mazur 


sent  for  signature 


Melvin  R.  Mohler 
Swan  Lake 


MliWUsi>- 


Geoff 
Missoula 


riiiii>uu±ci  a 


David  M.  Lewis 
Helena 


APPENDIX  B:   LIST  OF  PRESENTERS  AND  PARTICIPANTS 


Cascade  County  Commissioner  -  Dick  Gasvoda 
Center  for  Study  of  Social  Policy  -  Tom  Joe 

Cheryl  Rogers 
Doug  Nelson 
Committee  on  Emotionally  Disturbed  Children  -  Joan  Rebich 

Bob  Runkel 
Dee  Cranmer  -  Parent  of  emotionally  disturbed  youth 
Department  of  Institutions  -  Jerry  Hoover 

Bob  Anderson 
Dave  Bennetts 
Department  of  Social  &  Rehabilitation  Services  -  Bill  Collins 

Pat  Godbout 
Norma  Harris 
Leslie  Taylor 
Sherry  Francetich  -  University  of  Montana 
Charles  Hoeshji  -  University  of  Montana 
Horizon  Home  -  Cherie  R.  Segrist 
Intermountain  Deaconess  Home  -  John  Wilkinson 
Judge  Gordon  Bennett 

Juvenile  Justice  Planning  Council  -  Andree  Deligdisch,  Mike  Lavin 
Juvenile  Probation  Officers  -  Cheryl  Anderson,  Kalispell 

Dave  Demmons,  Missoula 
Mike  Fleming,  Livingston 
Floyd  Mathiason,  Lewistown 
Libby  Moothart  -  Kalispell 
Kings  Hill  Youth  Home  -  Gary  Finlay 
Mental  Health  Association  -  Joy  McGrath 
Mental  Health  Centers  -  Steve  Waldron 
Montana  Residential  Child  Care  Association  -  Joan  Rebich 

Rye  Sorenson 
Montana  Youth  Treatment  Center  -  Pat  Wolberd 
Office  of  Public  Instruction  -  Gail  Gray 
Pine  Hills  School  -  Al  Davis 
Probation  Officers  Association  -  Ted  Lechner 

Dick  Vandiver 
Dr.  Joe  Rich  -  Child  Psychiatrist,  Billings 
Rivendell  -  Janice  Gotten 
Shodair  -  Bill  Riley 
Tumbleweed  -  Leslie  Bracey 

Yellowstone  County  Commissioners  -  Dwight  McKay 
Yellowstone  County  Human  Services  -  Gary  Huffmaster 

Georgia  Franko 
Yellowstone  County  Youth  Court  Services  -  Ted  Lechner 
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APPENDIX  C: 

1.    COUNTY  EXPENDITURES 


2.  STATE  FIELD  STAFF  AND  FOSTER  CARE 
EXPENDITURES 

3.  JUVENILE  CORRECTIONAL  INSTITUTIONS 
(Budget  Illustration  Based  Upon 
Historical  Use) 
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JUVENILE   CORRECTIONAL    INSTITUTION? 
BUDGET       ILLUSTRATION 
(BASED  ON    HISTORICAL  USE) 


MT 

VIEW  SCHOOL 

\             JUDICIAL 

PERCENT  OF 

DISTRICT 

UTILIZATION 

DISTRICT 

1 

BROADWATER 

o.oor. 

LEWIS  &  CLARK 

2.998 

SUBTOTAL 

2.9975 

DISTRICT 

2 

SILVER  BOW 

I0.50R 

SUBTOTAL 

10.50  J! 

DISTRICT 

3 

DEER  LODGE 

3.928 

GRANITE 

0.008 

POWELL 

3.838 

SUBTOTAL 

7.758 

DISTRICT 

4 

MINERAL 

0.738 

MISSOULA 

8.638 

RAVALLI 

2.838 

SUBTOTAL 

12.198 

DISTRICT 

5 

feEAVERHEAD 

0.968 

JEFFERSON 

0.768 

MADISON 

0.778 

SUBTOTAL 

2.498 

DISTRICT 

6 

PARK 

0458 

SWEETGRASS 

0.008 

SUBTOTAL 

0.458 

DISTRICT 

7 

DAWSON 

0.718 

MCCONE 

0.008 

PRAIRIE 

0.008 

RICHLAND 

1.248 

WIBAUX 

0.008 

SUBTOTAL 

1 .958 

DISTRICT 

8 

CASCADE 

8.798 

SUBTOTAL 

8.798 

DISTRICT 

9 

GLACIER 

3.028 

PONDERA 

0.388 

|TETON 

0.008 

'toole 

0.518 

SUBTOTAL 

3.918 

ASSUMED 

BUDGET 

PORTION 


$49,448 


$173,647 


PINE  HILLS  SCHOOL 
PERCENT  OF 

UTILIZATION 


0.008 
4.548 
4.548 


$128,168 


$201,596 


$41,212 


$7,442 


$32,249 


$145,367 


$64,663 


6.678 
6.678 


2.138 
0.458 
0078 
2  658 


0038 
7.028 
0.708 
7.758 


0.218 
0.218 
0.108 
0.528 


1 .508 
0.008 
1.508 


1 .828 
0.218 
0.008 
1 .928 
0.008 
3.958 


11.878 
1 1 .878 


0.568 
0.008 
0.008 
1 .368 
1.928 


ASSUMED 

BUDGET 

PORTION 


$142,410 


$209,223 


$83,125 


$243,100 


$16,31 


$47,052 


$123,903 


$372,335 


COMBINED 
TOTAL 


$191,858 


$382,870 


$2  1 1 ,293 


$444,696 


$57,523 


$54,494 


$156,151 


$517,703 


$60,226 


$124,889 


JUVENILE  CORRECTIONAL    INSTITUTIONS 
BUDGET       ILLUSTRATION 
(BASED  ON    HISTORICAL  USE) 


riT 

VIEW  SCHOOL 

ASSUMED 

PINE  HILLS  SCHOOL 

ASSUMED 

(p             JUDICIAL 

PERCENT  OF 

BUDGET 

PERCENT  OF 

BUDGET 

COMBINED 

DISTRICT 

UTILIZATION 

PORTION 

UTILIZATION 

POP.  T  ION 

TOTAL 

DISTRICT 

10 

'      FERGUS 

3.99S 

1.898 

-     JUDITH  BASIN 

0.003 

0.008 

PETROLEUM 

0.008 

0.008 

SUBTOTAL 

3.993 

$65,986 

1 .898 

$59,285 

$125,271 

DISTRICT 

11 

FLATHEAD 

8.003 

7.968 

SUBTOTAL 

8.008 

$132,303 

7,968 

$249,687 

$381,990 

DISTRICT 

12 

CHOUTEAU 

o.oor. 

0.038 

HILL 

0873 

3.213 

LIBERTY 

0.003 

0.008 

SUBTOTAL 

0.873 

$14,388 

3.243 

$101,632 

$116,019 

DISTRICT 

13 

BIG  HORN 

1 .593 

0.568 

CARBON 

0.093 

0.288 

STILLWATER 

0.173 

0.038 

YELLOWSTONE 

18.733 

21.898 

SUBTOTAL 

20.583 

$340,348 

22.768 

$713,930 

$1,054,279 

DISTRICT 

14 

GOLDEN  VALLEY 

0  003 

0.008 

MEAGHER 

0.003 

0.038 

MUSSELSHELL 

0.003 

0.033 

WHEATLAND 

0093 

0.038 

SUBTOTAL 

0093 

$  1 .488 

0.098 

$2,823 

$4,312 

DISTRICT 

15 

DANIELS 

0.003 

0.008 

ROOSEVELT 

0.803 

1 .438 

SHERIDAN 

0.093 

0.498 

SUBTOTAL 

0.893 

$14,719 

1 .923 

$60,226 

$74,945 

DISTRICT 

16 

CARTER 

0.003 

0.008 

CUSTER 

0.178 

2.308 

FALLON 

0.193 

0.108 

b      GARFIELD 

0.003 

0.008 

POWDER  RIVER 

0.003 

0.073 

ROSEBUD 

1.293 

0.918 

TREASURE 

0.008 

0.008 

SUBTOTAL 

1 .658 

$27,287 

3.388 

$106,023 

$133,310 

DISTRICT 

17 

&LAINE 
"PHILLIPS 

0.098 

1.228 

0.008 

0.218 

VALLEY 

0.093 

0808 

SUBTOTAL 

0.183 

$2,977 

2.238 

$69,950 

$72,927 

JUVENILE  CORRECTIONAL     INSTITUTIONS 
BUDGET       ILLUSTRATION 
(BASED  ON    HISTORICAL  USE) 


1            JUDICIAL 
DISTRICT 

riT 

VIEW  SCHOOL 
PERCENT  OF 
UTILIZATION 

ASSUMED 

BUDGET 

PORTION 

PINE  HILLS  SCHOOL 
PERCENT  OF 
UTILIZATION 

ASSUMED 

BUDGET 

PORTION 

COMBINED 
TOTAL 

DISTRICT 
GALLATIN 

SUBTOTAL 

19 

8.087? 
8.087? 

$133,626 

5.877? 
5.87?? 

$184,129 

$317,754 

DISTRICT 
LINCOLN 

SUBTOTAL 

19 

0.767? 
0.7675 

$12,569 

5.107? 
5.107? 

$159,976 

$172,544 

DISTRICT 
LAKE 
SANDERS 

SUBTOTAL 

20 

3.919! 

0.007? 
3.91 « 

$64,663 

3.847? 
0.317? 
4.157? 

$130,176 

$194,839 

TOTAL 

1007? 

$1,654,146 

1007? 

$3,135,522 

$4,789,668 

I 
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